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TQM is generally understood as an integrated organization strategy for improving product and 
service quality Technically, Total quality management (TQM) elements can be classified into two 
types: soft TQM and hard TQM.  Many commentators argue that in order to be fully successful and 
self sustaining; TQM requires an extensive refashioning of “softer” practices whose elements consist 
of essentially dimensions of human resource management.   
Most studies on the relationship between elements of TQM with business performance revealed that 
only the soft elements of TQM contribute to organizational performance Furthermore the soft issues 
of TQS (such as human resources management, customer focus, service culture, employee 
satisfaction, top management commitment and leadership and social responsibility) seem to be more 
vital than do hard issues in positively influencing customer perceived service.  Hence the success of 
TQM implementation programs relies heavily on the motivation, skills, commitment and extra-role 
behavior of the people involved within an institution.   
This study looked at the relationship between Soft TQM and Job Satisfaction in education context.  
The sample of the study were academic and non-academic employees of the Al Irsyad Al Islamiyah 
Foundation.   The tool of analysis used in this study was simple and multiple regression analysis.   To 
test the validity and reliability of the instruments, factor analysis, Pearson correlation as well as 
Cronbach Alpha were applied.  The finding of the study showed that Leadership and Reward and 
Recognition have significant influence on Job satisfaction.  While Customer Focus, Education and 
Training and Empowerment do not affect employees’ job satisfaction.  
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Despite of TQM’s popularity, there has been growing criticism regarding TQM’s ability in understanding 
and realizing employees’ needs and wants, which in turn may be a key factor in the high rates of failure 
that are observed in practice (Institute of Personnel Management (IPM),1993).  There is also the so-called 
‘file drawer’ problem, that is, unsuccessful TQM projects are rarely described in the literature (Morrow, 
1997).  In other words, when the people-based aspects of quality management are misunderstood and 
their implications misapplied, then TQM can easily be seen as dysfunctional in that it detracts from 
people and their job satisfaction.  While empirical research is not yet available to substantiate an explicit 
connection between each TQM dimension and work related outcomes, TQM embodies a number of well 
established management precepts which suggest that TQM should have a desirable impact on job 
satisfaction, communication, and perceptions of the work environment (Morrow, 1997).  What is 
surprising that so little research addresses the effect TQM has on people (Guimaraes, 1996).  Moreover, 
literature examining the relationship between the institutionalization of TQM and work-related outcomes 
has been mainly anecdotal (Morrow, 1997).   
 
The last two decades have witnessed a remarkable growth in the managerial awareness and application of 
TQM (Soltani, et al.,2003). Hendricks and Singhal (1996), for example, provide a thorough synthesis of 
TQM issues and argue that many organizations are becoming proactive in supporting TQM by giving 
quality awards to firms that have done an outstanding job in its implementation. But despite the 
widespread popularity of TQM, there is considerable skepticism about its value-creation potential 
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(Adebanjo and Kehoe, 1999; Fuchsberg, 1993; Lewis, 1992; Sinclair and Zairi, 1995; Singh, 1985; 
Thiagarajan and Zairi, 1997; Zairi and Youssef, 1995;), among others, have featured articles on the most 
important issues influencing the favorable outcome of the process of TQM implementation.  Although the 
lack of consistency between TQM practices and other management subsystems is reported in the 
academic literature, researchers rarely provide thorough theoretical guidelines or objective empirical 
evidence to support their claims. In particular, any evidence that is provided gives little or no 
consideration to how much the degree of such (in)consistency affects the successful implementation of 
TQM programmes (Soltani, et al.,2003).  
 
Guimaraes (1996) conducted research on TQM’s impact on employee attitudes.  The study empirically 
tested several hypothesis which compare employee turnover intentions before and after the 
implementation of a TQM programme.  Results indicate significant improvements in role ambiguity, job 
satisfaction, job involvement, organizational commitment and employee turnover intentions, but no 
significant changes in role conflict, task characteristics and career satisfaction. 
According to Karia and Abu Hassan Asaari (2006), in theory, TQM processes produce positive effects on 
employees by improving their satisfaction and commitment and by enhancing their organization 
effectiveness. Indeed, many organizations that have adopted quality-management practices have 
experienced an improvement in attitude, commitment, and effectiveness among employees.  Butler (1996) 
found that companies that used TQM practices achieved improvements in employees’ satisfaction, 
attendance, turnover, safety and health.  When fully implemented, TQM brings benefits to organization in 
terms of quality, productivity and employee development (Lawler, et al., 1995).   
 
Taveira et al. (2003) examined hypotheses regarding influence of TQM on work environment and 
concluded that most TQM elements were significantly related to work environment scales such as 
supervisor support, task orientation, task clarity and innovation.   This finding supported previous 
research finding conducted by Morrow (1997).  Research conducted by Morrow (1997) on 2249 
employees of large Midwestern transportation agency indicated that the adoption of TQM principles was 
associated with more favorable work related outcomes.  The researcher claims that it is possible that 
additional factors may moderate the relationship between TQM related variables and work outcomes.  
Moreover, research conducted by Kania and Abu Hassan Asaari (2006) on 200 employees of private and 
public organization in Malaysia concluded that TQM practices were positively correlated with 
employees’ work attitudes.  The results indicate that training and education have a significant positive 
effect on job involvement, job satisfaction, and organizational commitment.  Empowerment and 
teamwork significantly enhance job involvement, job satisfaction, career satisfaction, and organizational 
commitment.  However, customer focus does not contribute to job involvement, job satisfaction, career 
satisfaction, or organizational commitment. 
 
However research conducted by Ooi et al., (2007a) using self-completed questionnaires, distributed to 
377 employees of within Malaysian semi conductor contract manufacturing suggested slightly different 
result from the findings of research by Karia and Abu Hassan Asaari (2006).  Ooi et al. (2007a) study 
confirms that teamwork, empowerment, customer focus, reward and recognition and communication are 
positively associated with employees’ job involvement.  Empowerment was found to be a dominant 
practice and strong associations with employees’ job involvement.  As Karia and Abu Hassan Asaari 
suggest that customer focus does not contribute to job involvement, Ooi et al. (2007a) found the opposite.   
Testa et al. (2003) proposed in his research that national and organizational cultural congruence has 
positive effect on job satisfaction.  Another study conducted by Ooi et al. (2007b) also confirms that 
teamwork, organizational trust, organizational culture, and customer focus are positively associated with 
employees’ job satisfaction.  Teamwork was found to be a dominant practice and strong associations with 
employees’ job involvement.  This study was conducted on 230 employees of a large Malaysian 




Research conducted by Boselie and Wiele van der (2002) reveals that positive perceptions of individual 
employees on the HRM/TQM concepts leads to a higher level of satisfaction and less intention to leave 
the organization.  This finding also supports the previous research findings. 
 
 Meanwhile, Yang (2006) looks at the relationship from the opposite position.  The researcher treated 
‘implementation of TQM’ as the dependant variable in its relationship with human resources management 
practice.  This study confirms that HRM significantly affects TQM practices.  Specific dimensions of 
human factors have been covered by various other studies (Legge, 1995; Taylor, 1997)    
 
The findings of studies mentioned earlier reveal that a positive perception of individual employees on the 
HRM/TQM concept (also refers to as “soft” TQM) leads to more positive work related attitudes. Slightly 
different finding was evidenced by Karia et al. (2006) on the influence of customer focus on work related 
attitudes.  
 
However, Holoviak (1995) claims that TQM fails to change behaviors or attitude at the workplace.  
Holoviak develop the argument based on several research findings: research work led by a British 
researcher team has confirmed that there has been little or no shift in the attitudes of people at work (see 
for example Smith et al., 1994); research in Britain has indicated increased in grievance rates….; worker 
opinion surveys pinpoint management attitude as the source of grievances; the TQM program has focused 
on intensifying work to gain the 22 percent-plus output growth, in essence not working smarter just 
harder…; reality checks indicate that the TQM structure versus the quality control circle result in more 
control by management.  There is little choice by workers as to their direction of the TQM effort and 
focus for improvement. 
 
Other studies on negative side of TQM, however, claim that quality circles may only be of limited value 
in terms of changing employee attitudes and organizational culture (Adam, 1991; Bradley and Hill, 1983; 
1987).  Griffin (1988) reported a longitudinal study which followed members and a control group of non-
members in one equality circle program from the initial planning through implementation to maturity in a 
industrial setting.  At first, the attitudes of the quality circle members changed in a favorable direction 
compared to their base scores prior to the start of the program and the scores of the control group.  
However, the favorable effects began to decline after 18 months, and after three years the programmed 
proved ineffective. 
 
Research conducted in health organization by Kivimäki et al.  (1997) suggests that the implementation of 
TQM may not dramatically change the wellbeing and work-related perceptions among hospital staff.  
Moreover, most physicians were not willing to continue the TQM modality, nor did they recommend it to 
other hospital.  Despite of this fact, the findings show high expressed commitment among the rest of the 
staff.   
 
METHODS AND FINDINGS 
 
The respondent of the study were academic and non academic staffs of Al Irsyad Al Islamiyah School in 
Central Java.  The study was conducted in January 2010.  The survey instrument was six-page 
questionnaire divided into three sections.  The first section was designed to obtain the respondent’s profile 
and particulars of the company with regards to nature of business and mode of execution.  The second 
section relates to the implementation of Soft TQM programmes and is divided into five parts.  The 
research statements were developed by the researchers, taking into account the past literature and in 
consultation with experts in the industry.  The third section in the questionnaire relates to employees work 




The variable measured in this study consist of five dimension of Soft TQM as the independent variables, 
namely: Top Management Commitment (X1); Customer Focus (X2); Education and Training (X3); 
Empowerment (X4); and finally Reward and Recognition (X5).  The Dependent variable in this study is 
employees work related outcome specifically Job Satisfaction.  The analysis of the study look at the 
relationship between those five independent variables with the dependent variable therefore multliple 
regression analysis is applied. 
 
The method of analysis used were descriptive statistics and multiple regression analysis.  The results of 
the study are presented below.   
 
Table 1. Respondents’ age 
 
 




Table 3. Respondents’ education level 
 
 
The number of population in this study is 267 employees. One hundred on forty seven employees were 
chosen as the respondent with systematic random sampling. Based on the result presented in table 1, 2 
and 3, it can be concluded that majority of the respondents are male with age between 25-40 years old 
with experience less than 10 years.  In addition 100 employees have bachelor degrees and postgraduate 
program, and majority of them are male. 
 
Gender * Age  Crosstabulation
Count
20 36 9 65
9 63 8 2 82





<25 years 25-40 years 41-50 years >50 years
Age
Total
Gender * Work Experience Crosstabulation
Count
58 7 65
64 12 6 82





1-10 years 11-20years >20 years
Work Experience
Total
Gender * Education Crosstabulation
Count
22 7 36 65
7 11 64 82












Before being analyze the instruments were tested for its validity and reliability.  To test the validity of the 
instruments, item analysis was performed with Pearson Correlation Method.  After performing the 
correlation between every item with its total value, the result indicated that almost all items, except item 
Y4_6, are significant at 0.01 level.   
 
To perform the reliability test, the most common method used in previous study is Cronbach’s alpha.  It is 
specified that an instrument which scores around 0.60 is considered to have an average reliability 
standard; while a score of 0.60 and above indicates that the instrument possesses a high reliability 
standard (Hair et al, 2010; Nunally and Bernstein, 1994; and Sekaran, 2003).  The result of the pilot study 
shows that the Cronbach’s alpha of the construct ranges from 0.7640 to 0.9297.  Since the result of the 
reliability scores were more than 0.70, all items are considered reliable.  
 
To find out the relationship between implementation of Soft TQM and job satisfaction in education 
setting the following result of multiple regression analysis is presented.     
 





Based the result presented in table 4 it can be concluded that the regression model with Job satisfaction as 
dependent variable is fit because it has significant value of 0.000 which less than alpha.  The value of R 
square is 32.8 percent, which means that those five independent variables only constitute 32.8 percent in 
explaining or contributing to job Satisfaction.  Other un-observed variables have greater influence on 
employees Job Satisfaction.  The result of partial analysis on the variables relationship can be explained 
as follows: Top Management Commitment, Education and Training and Reward and Recognition do not 
have significant influence on employees Job Satisfaction, which is evidence by significant t-value of 
0.299, 0.71 and 0.51 respectively which are greater than alpha; meanwhile Customer Focus and 
Empowerment have positive and significant influence on Job satisfaction which is evidenced by 
significant t-value of 0.03 and 0.00 respectively, which are below alpha.  The most influential variable on 
Job Satisfaction is Empowerment with coefficient determination of 0.414. 
Model Summary
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Based on the analysis it can be concluded that the main determinant of Job Satisfaction is Empowerment.  
Highly satisfied customers are more likely to be loyal.  Employees in TQM perspective is considered as 
internal customer of Al Irsyad Al Islamiyah foundation.  Careful attention should be given to meet the 
needs of internal employees before proceeding to satisfying external employees.  The success of TQM 
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